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MEMORAHDUM FOR: j-Deputy Director for Administration

Deputy Director for Intelligence

Deputy Director for Operations

Deputy Director for Science and Technology
SUBJECT': Productivity Management Program

REFERENCE: OMB Memorandum for Heads of Executive Departments
: and Establishments, dtd. 13 July 76, Same Subject

A copy of the referent memorandum is attached for your information
and action. I endorse the objectives outlined and urge your full cooperation
in supporting the concept of productivity enhancement. You and your program
managers should continue to seek ways to further improve productivity
and to achieve economies in the conduct of Agency activities. Meaningful
and measurable results of actions taken to increase productivity should be

. . < I ST
emphasized in your program and budget submissions. AT

E. H. Knoche
Deputy Director for Central Intelligence

cc: Comptroller

*OME Waiver Letter In ERL FORICDF Pages 1 thru 3
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EXECUTIVE OFFICE OF THE PRESIDENT
OFFICE OF MANAGEMENT AND BUDGET

WASHINGTON, D.C. 20503

July 13, 1976

MEMORANDUM FOR HEADS OF EXECUTIVE DEPARTMENTS AND ESTABLISHMENTS

SUBJECT: Productivity Management Program

The President has put spe01a1 emphasis on programs to
increase productivity in all sectors of our economy. He
has-been particularly concerned that ways be found to
increase productivity in the Federal sector.

Primary responsibility to improve productivity is with each
agency head. It is only through your full support and
personal attention to brlnglng about improvements that we
can realize the President's goals. I, therefore, urge each
of you personally to insure that every opportunity to
improve your agency's productivity is realized.

In order to carry out these objectlves, 'T' want to clarlfy
changes in central agency assignments made since the OMB
memorandum of July 9, 1973 on productivity and to empha51ze
new responsibilities under P.L. 94-136, the National
Productivity and Quality of Working Life Act of 1975.

Under this law, the National Center for Productivity and
Quality of Working Life was established with broad
responsibilities for sustaining productivity growth in

all sectors of the economy. As part of this responsibility,
the Center will assume coordination of the internal

Federal productivity improvement program, and provide
guidance and assistance to agencies in developing

internal productivity improvement and measurement programs.
It will issue the annual productivity data call and

report annually to the President and Congress.

With the assumption of the annual reporting responsibility
by the Center, the annual report heretofore prepared under
the Joint Financial Management Improvement program

(JFMIP) auspices will be discontinued after completion of

the report for FY 1975.
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I want to assure the continuity of the Productivity activities
which have been carried on by the current participants in

the joint Federal program. 1In this regard I ask their

full cooperation and support of the Center.

Jointly with the Center and the Federal agencies, the
Bureau of Labor Statistics (BLS) will assure the validity
and utility of the data, provide an analysis of the data,
provide guidance in developing and improving output
indicators, and compute productivity indices.

Jointly with the Center, the Civil Service Commission will
determine the impact of Federal personnel policies, statutes
and regulations on productivity and quality of working '
life, and will provide policy guidance and technical
assistance to agencies about the personnel management
aspects of productivity. = . R
- These assignments are intended to provide renewed emphasis =~ -
to efforts to improve the productivity of Federal agencies.

,jgfI ask your full support of the new Center and the associated
. agencies with major central responsibilities for fostering
- improved productivity. Also, each of you should be fully

' aware of your specific additional responsibilities under -
“ Title III, P.L. 94-136. s '

In consideration of the recent increases in productivity

- measurement in the Federal agencies, and in accordance

- with requirements of sections 13.3 and 24.2 of OMB Circular

. A-11, you should factor productivity improvement into your

budget request. 1In this regard, OMB will consider productivity
trends of the departments and agencies as part of the budget
review. : ' : - ' -
You should also insure that productivity and work measure-
ment are extended to all practical areas and that the

~data are integrated into your management control and
evaluation systems. I want to reemphasize that the basic
responsibility for improving productivity rests with the
Federal agencies. Each of you should insure that your
managers, at every level, take a personal interest in
pursuing every opportunity to improve your productivity.

rel

James T. Lynn
" Director ’
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II. Work Force Quality

Evaluate employee programs which affect overall work force quality.

As indicated under Initiative 1, these matters are all
under review by the Executive Advisory Group. .

. Action Steps B : Estimated Completion Date
o DEPS

Evaluate quality of programs for
recruitment, performance evaluation,

career advancement, managerial

incentives, and training. 15 March 1977

Identity Priority steps for improving*
overall work force quality through ’
changes in these programs. 15 March 1977
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F. Review current staffing patterns and structures to identify unnecessary
position layering and excessive organizational subdivisions. Develop a
plan to consolidate subunits with similar and related functions. Establish
guidelines which will be reviewed by OMB for "assistant to" positions,
including number per policy official and grade level. Procedures should be
established to ensure at least agency deputy level review of proposals to
greate new subdivisions and "assistant to" positions. ™ :

(&R igimt~ o8 Ao: iporee
e OIS N L

P Section 1, Part F

o TTTTT————

"Review current staffing patterns and structures
to identify umecessary position layering and
excessive organizational subdivision."”

Comment: Internal Agency regulationsgl
establish policy on organization and manpower controls and chatges
each Deputy Director, the Director of Personnel, the Comptroller, and
others with responsibilities for identifying unnecessary position
.layering and excessive organizational subdivision. On a continuing
| basis, inspection and survey bodies such as the Position Management
and Conpensation Division and the Inspector General's Staff conduct
reviews of organizational structures and make recommendations
accordingly.

STAT

"Develop a plan to consolidate subunits with
similar and related fumctions."

Commment: The Agency's Position Management and Corpen-
sation Division, through its survey and review processes, which cover
all Agency elements, makes recammendations in the areas of duplication

-00357R000500120014-3
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of efforts, These activities will be reviewed to develop a more
comprehensive plan for the consolidation of subunits with similar or
related functians. :

"Establish guidelines which will be reviewed

by OMB for 'assistant to' positions, including

nuzber per policy official and grade level.
Procedures should be established to ensure

at least Agency deputy level review of pro-

?osa;s to create new subdivisions and
assistant to' positioms."

. .. . UOomment: The Agency's Position Management and Compen-
sation D1x1s19n currently applies general criteria in assessing the
need for assistant to," "deputy," and "special assistant" positions.
These criteria will be reviewed and additional guidelines will be
established as required. '

=5l /f%fg STV E

DIE T

Iv. Organizational Review

A. Heview current staffing patterns and organizational structures
to identity unnecessary position layering* and excessive organizational
subdivisions.

buring the past several months, the Central Intelligence
Agency has begun to make organizational changes to inplement
Executive Order 11805 issued by President Ford in February 1976.
Responsibility tor day-to-day operations of the Agency is now
assigned to the Deputy Director for Central Intelligence (DICI)
who has bequn a sweeping review of all phases of the Agency's
work. To help him in this review, the DDCI has drawn his senior
managers into an Executive Advisory Group (EAG) which has set tor
itself the task of devising the best use of Agency personnel
resources. One vehicle that the EAG has chosen is a personnel
inventory which will be conducted in the next six months and will,
inter alia, identity unnecessary position layering and "assistant to“
positions. First steps in this process have already been taken and
are described in detail in Issue 5, Item III., Position and
Classification Management.

B. Develop plan to consolidate sub-units.

The EAG is currently considering a number of substantial
organizational changes. Consideration of consolidating organizational
elements will follow.

C. Establish guidelines for “assistant to" positions including number
per policy otticial and grade level.

See Issue 5, Item III.

D. Establish procedures to ensure at least agency deputy level review
of propcsals to create new subdivisions and “assistant to" positions.

CZIA- Headquarters Regulatio) eads as follows:. STAT

Each Deputy Director is responsible for implementing
the provisions of this regulation within the area of his
jurisdiction and will...present proposals for signiticant
organizational changes...to the Director for approval.
Proposals should be forwarded, with appropriate justitfication
through the Comptroller. (Significant organizational changes
include such actions as the establishment or closure of
a station or base [and] the transfer of a major function
from cne component to another.)

The Comptroller will review proposals for significant
organizational changes...which have budgetary, manpower,
or program implications among two or more directorates
and submit appropriate recommendations to the Director.

*Seé alﬁo Issue S} Item TiI,_ior<Eh£thegﬂtréétmehﬁ7of7thié area.
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Organizational Review

Personnel inventory discussed in 5. III does not
specify milestones or timetable for review of :
layering and excessive subdivision. By October 21,

@ revised plan should be submitted to include these
omissions and greater detail on plans to consolidate
sub-units and to develop guidelines for "assistant to"
positions. i i i
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D. Agencies should, by August 23, begin a year-long program of evaluation of
employee programs in order to identify priority ways of improving overall
work force quality. These evaluations will cover the quality of ()
recruitment, the employee performance evaluation process, Carect =
advancement, managerial incentives, and training programs.

-

~

="

s Agencies-should, by September 3, begin a year-long program for the 1

E.
1 H . . -
) ) careful, systematic reexamination of internal position management and J

%

B .classification systems called for in the President's May 27 memorandum,
Vol in accordance with CSC instructions issued July 2.

t?M’B and CSC may specify special reviews or instructions on a selective -
asis, in agencies where there seem to be excessive problems of

overgrading, duplication of ° ilizati
overgradin 8 p! f work, or underutx..hzatxon of personnel

JF vy T Aol Adgpime Lo
o3 A %ﬁfzzﬁ%/z&zﬁ
2. PMI Section S, Part D

"Agencies should, by August 23, begin a year-
long program of evaluation of employee prograns
in order to identify priority ways to jmproving
overall work force quality. These evaluations
will cover the quality of recruitment, the
erployee performance evaluation process,

career advancenent, managerial incentives, and
training programs." -

Corment: The Agency is currently involved in a multi-

faceted effort to evaluate personnel ranagement practices and employee

progran effectiveness. In accordance with guidelines promulgated by
the Civil Service Cormission, the Agency jg striving to improve the
quality of its workforce by examining its selection procedures in
particulsr and its personnel programs in general. An employee

is now in process as one of the preliminary steps toward

" jdentifying any possible problen areas in Agency personnel management
methods, procedures, and the implementation thereof. In the planning
stage is a specific review of Agency recruitment processes to assure
the continued input of high quality erployees while verifying our

selechion standards.
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5. P Sed Part E

"Agencies should, by September 3, begin a year-
long progran for'the careful, systematic
reexamination of internal position managerent
and classificatjon systems talled for in the
President's May 27 memorandum, in accordance
with CSC instructions issued 2 July 1976."

Corment: During the past two years, major studies
have been conducted to examine the Agency's internal pgsitim manage-
ment and classification systems. The results of the nost recent
study, conducted by the Agency's Inspector General during the period
I(i:tob:r 19(7Z§A - March 1976, are currently under review by the Deputy

rector, .

4. PMI Section §, Part §

"Agencies should evaluate their current
inge;nal systems for administering personnel
ceilings to look for better ways of ensuring
compliance with those ceilings and provide
flexibility for intr: ~Agency ceiling realloca-
tion. A report of this evaluation should be
submitted to OMB by September 21."

Comment: Internal Agency regulati
currently provide for a collaborat?w%e g&n%m
of Personnel and the Agency Comptroller in the review of proposals
for significant organizational and manpower celling changes and the
submission of recommendations to the Director for his approval.
This system will be reviewed to seek improvements in implefienting

the Agency's manpower control program.
T ———— -

Yermpl tispomec % v ovacu

III. Position and Classification Management

Systematically reexamine internal systems, and take appropriate cor-
rective action to restrain grade escalation and Fo eliminate duplication
of work or underutilization of personnel.

One of the results of the review of the 1978 program in
July 1976 was recognition by the senior management of the
“Central Intelligence Agency of the neced to have even more
precise knowledge of how our present position allocations relate
to individual substantive assignments. This has called into
question the applicability of the present system of occupational

coding. .

Action Step Milestone Estimated Completion Pate

" * Conduct Inventory of Devise questions to be .
Personnel - answered by inventory. 30 Septenker 1976

Plan implementation of .
inventory and make tentative
work assignments 15 October 1976

Complete directcrate
inventories. . 15 November 1976

Compile resul@:s;' 31 Decemoer 1476
"~ Revicw classitication
systam in light of

inventory results. T 28 Februacy 1977

Adjust classitication
system as necessary. 15 April 1977
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Employment Ceilings

‘aker steps to assure adherence to President’'s employment ceilinge.

Tne system the Central Intelligence Agency uses to
administer personnel ceilings is part of the normal budget
cycle and stacts with letters of tinancial guidance which
the DOCI issues at the start of a fiscal year. Along with
apportioning tunds for the fiscal year, the DDCI apportions
the Agency's personnel ceiling to the DCI Area and to the four
directorates that comprise the Agency. During the year, numbers
of personnel on duty are monitored monthly by the Resources
Statt of the Ottice of the Comptroller. Data for this purpose
are provided by the components through the computerized budget
reporting facilities. In addition, ‘the Ottice of Personnel
reports on-duty strength as of the last day of the month just
past and projects end of the Year positions based on Agency-—-
wide rates of accession and separation. These data provide
the background for the Comptroller to weigh requests for increassd
ceiling as unforeseen requirements for personnel arise. Any
decisions to shift positions within the existing ceiling are
made at monthly Comptroller's meetings, which are attended
by the four deputy directors—-each of whom is responsible for
personnel management within his directorate. This system has
been completely successtul.

*

OB ommnss 4y g Soud 76
7 é@%}@/ At grnac

IIYI. Position and Classification Management

As indicated in item 2.IV., a statement iden?ifying
review criteria for the personnel inventory is re-
quested. Civil Service Commission Bulle?in No. 250-7
should be carefully reviewed as these criteria axe
developed. Report plan and timetable_acceptable- .
This has been identified as an emphasis area and will
be addressed by ‘the OMB budget examin?r dgrlng thg

FY 1978 budget review. In addition, it will be dis-—
cussed with the IC Staff. .

- S S el e,

Employment Ceilings

Report acceptable. No further action required at
this time. .
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